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PROCEEDINGS EDITOR'S NOTE: This is the first of a two-part series examining ways to strengthen shipboard battle training. Next month, Part II will focus on "Setting Battle Training Goals" and "Planning and Conducting Battle Drills."
When first published in 1988, reprints of this text were requested by commanding officers of 26 ships and commanders of  3 Surface Warfare Groups 

PART I

These notes have two objectives: to help improve battle skills; and to help achieve battle-level readiness. The following recommendations are based on interviews conducted in 16 ships, most of them under way; correspondence with more than 500 shipboard personnel and other knowledgeable professionals; meetings with more than 50 fleet training instructors; and approximately 20 visits to major naval commands concerned with shipboard procedures.

Naval warfare for the United States in this century has always begun in "peacetime," and if the nation is challenged to fight again, its future may well depend on winning the first naval battle decisively. (For a discussion of the critical importance of winning the first battle, see "Endgame" by this author, April 1985 Proceedings, reproduced in this website.) Expert ability to fight demands two qualities: the ability in combat to defeat decisively any hostile force under any circumstance, no matter how adverse; and the ability to anticipate enemy actions and never be taken by surprise.                               

When the prospect of battle becomes imminent, U.S. naval forces will deploy to combat zones as rapidly as possible, ready to fight. For many units leaving U.S. waters, externally assisted "interim refresher training" and battle group workups of the sort now routinely required before deployment will have to be foregone. But with or without refresher |training, today's standard shipboard training procedures are grossly inadequate to help ships prepare for violent combat—that is, to help them to perform their designed missions with maximum possible effectiveness despite severe human and structural disruption.

Current procedural shortcomings include the following:

• Regularly prescribed shipboard training exercises generally omit grading criteria for performance under conditions of severe stress, extreme violence, and/or attempted enemy surprise.

•  Regularly prescribed refresher training procedures omit training in substantial areas and include criteria that conflict with those prescribed by fleet and type commanders.

• The personnel qualification standards (PQS) system fails to address battle station skills, criteria for team training, and performance under conditions of surprise or severe disruption and imposes heavy administrative workloads under conditions of rapid personnel turnover.

• Current standard shipboard organization focuses on the distribution of responsibilities for maintenance and administration rather than for actual battle and battle training.

• Commanding officers today have no facilities available to keep track of daily changes in capabilities for fighting, to help them make team training goals continuously visible to crew members, or to provide visible feedback to crew members on progress achieved. A major consequence is that it is essentially impossible to conduct a progressive training program for high-threat condition watches.

• Effective planning and conduct of shipboard battle drills demand distinctive skills that are not taught to shipboard leaders by any Navy training facility.

Refining the current procedures now regularly prescribed by U. S. fleet commanders, however, can enable the commanding officers of any surface ship or CG cutter to raise their ships' ability to fight to the level of "expert." Achieving and sustaining this level are possible only if all hands understand the need to train and are motivated to succeed, which, in turn, are primary objectives of superior professional leadership.

The following approach to shipboard battle training systematically integrates—within the limits of a commanding officer's authority—many critical teaching fundamentals in combination with proven  techniques of organization, goal setting, measurement of results, and motivational feedback. It also includes a training technique that enables commanding officers and their crews to observe directly changes in battle skills shipwide. This hands-on participation beats having to depend on partial surrogates, such as titles of exercises said to have been "conducted satisfactorily," lists of schools attended in times past, and paper records of individual qualifications that rarely match battle and watch station assignments.

Ultimately, if shipboard self-training for battle can be strengthened to the point that fleet commanders can eliminate the "crutch" of regularly scheduled interim refresher training, the results will be reduced operational tempos, cost saving, and increased fleet readiness for sudden violent warfare.       

Conceptual Definitions Used Herein

Ability to Fight: ability to perform designed functions under battle conditions

Battle Conditions: situations of severe stress, extreme violence, and/or attempted enemy surprise

Combat Team: a group of two or more persons who man assigned stations in Condition I (general quarters) with closely related duties

Watch Team: a corresponding team within the structure of a readiness condition other than Condition I (general quarters)

Battle System: a combination of combat teams or watch teams that function under centralized control. (For example, a ship control system, a combat system, an engineering system, a communication system, a damage control system)

Battle Control Officer: an individual who exercises control of a battle system

Battle Control  Organization: a distribution of responsibilities for both on-station operational control and off-station monitoring of the ship's ability to fight

How Ready  is Your Ship to Fight?
_______________________________________________________________________________

It's been said that "The only real test of battle readiness is battle itself." Wrong. Any real battle tests no more than fraction of every ship's designed functions. True, a failure in battle must reflect a major deficiency in a ship's ability to fight. But a success does not mean necessarily that the ship was fully ready for every predictable conflict beforehand.

The Navy's challenge: Bring every one of its ships' designed functions to the level of expert ability to fight. The sample checklist in Table I may provide a starting point. Commanders  might try it while recalling  conditions they have observed in recent shipboard  exercises and battle drills. But a word of caution: Do not assume your people  can do things you have not actually seen them do under the most realistic  possible conditions.

Table I
Factors Affecting a Warship Crew's Ability to Fight

1. Can your ship effectively oppose two incoming targets on the same side if their bearings cross on the way in?

2. Can your ship oppose high-speed hostile surface craft attacking simultaneously from opposite sides?

3. Can your ship oppose a sudden incoming air-to-surface attack in the middle of executing a bombardment mission?

4. (For amphibious or underway replenishment (UnRep ships) Can your damage control teams respond effectively if you are hit while conducting ship-to-shore assault operations or underway replenishment?

5. (For an amphibious ship) Can you control ship-to-shore assault operations at night without visible light, radio, or radar? (For example, using optical rangefinders and infrared signals)

6. Do you have a positive doctrine for employing your own nuclear warheads against enemy aircraft? Is this doctrine approved by higher authority?

7. If your ship is severely hit while in Condition of Readiness III, will your crew automatically (without orders) go to Condition I stations? If not, what will your off-watch personnel do (without orders)?

8. [f your ship is severely hit while in Condition III at night, resulting in massive disruption and extensive casualties, can your crew still shift rapidly and efficiently from Condition III to Condition I stations? Is there a doctrine for this? 

9. Can you effectively resist boarders from an adjacent ship or pier? How will you do this? 

10. Can you effectively resist an attempt to board your ship from large numbers of hostile small craft in restricted waters? How will you do this? 

11. Can your crew deal effectively with a major shipwide conflagration resulting from damage sustained in Condition III?

12. Under conditions of severe stress and/or extreme violence: 

a. Is there a specific written doctrine regarding what personnel shall wear at various stations during Condition Readiness III (For example, will short-sleeve shirts or polyester garments be worn by on-watch and off-watch personnel?)

b. Are on-board firefighting teams equipped and dressed as they are required to be in fleet firefighting schools?

c. Are stowage facilities for protective clothing readily accessible under extreme conditions?

d. Is water available on battle stations for drinking as well as for the urgent treatment of flash burns?

e. Are emergency toileting facilities available for personnel who cannot leave stations?

f. Are panoramic dental X-ray and DNA records on file ashore for the entire crew?

g. Are all personnel physically well conditioned?

h. Arc all personnel equipped with dogtags?

i. Are all personnel qualified to use all stretchers?

j. Are battle dressing stations equipped to function effectively in case of violent shock or radical ship movement or abrupt change in attitude? (For example, are instruments secure against falling to the deck and potential projectiles safely stowed; are containers shock-proof; are areas designed for easy access by stretchers?)

k. Are file cabinets, desks, deck plates and gratings, and other furnishings and devices throughout the ship firmly secured so that working or relaxing personnel will not be injured in case of sudden violent structural shock and so that people can move rapidly?

l. Are medical personnel trained to cope with actual battle conditions?1 Is there a "medical battle bill"?*

13. Do damage-control team leaders and members have some standard method of reporting and correcting fire hazards and structural deficiencies observed in the course of their drills?

14. Are all decks and bulkheads marked vividly to show the contents of spaces on their opposite sides? (Even if void or outside.)

15. Are flame-proof bunk covers available?

16. Are the crew's mattresses of the type that emit toxic fumes when burning?

17. (For an amphibious ship) When controlling ship-to-shore assault movements, can your assault craft operate effectively despite simple voice radio deception?

18. Regarding visual lookouts, are definite doctrines established governing the following visual detection procedures:

a. Recognition: Ships and aircraft by type? If yes, by memory or visual aid? Are visual aids available and protected on station? Are recognition signals? Are convoy lights? Is own ship's call sign? 

b. Reporting: Is bearing reported by degrees, points, or clock code? Same for target angle? Position angle by degrees or hi/med/lo? Is range by yards or close/med/far out? Is range rate by knots or fast/slow'? Do lookouts know what to report, such as ocean anomalies, weather, or ship course changes? (All in consistent  phraseologies.)

c. Qualifications: Are lookouts on station at any given time PQS-qualified to be there? How is this known? 

19. Can your signal bridge operate indefinitely in Condition III using infrared equipment without preliminary voice call-up? 

20. Can your General Quarters Ship Control Team still function effectively with one-third random casualties?

21. Do the people who man your Conditions 1 and 111 stations think of themselves as members of cohesive teams?

a. If you call your Condition III, Section 2 Ship Control Team to stations for drill, will the lookout come? Will the officers come? Which officers? 

b. Is there one enlisted man who regards himself as, for instance, the Condition III, Section 2 Ship Control Team leader? Does he know who the team members are? Do the members know he is the leader? c. Can you assemble and muster your crew at quarters by combat teams?

22. Is there a clear off-station chain of responsibility from team leader to commanding officer for maximizing ability to fight of, for example, your General Quarters Ship Control Team? Who is in the chain? 

23. Are there in-port conditions of readiness corresponding to Conditions I, II, and III at sea?
24. If a general emergency should occur in port during liberty hours, is there a standard procedure for deciding what stations should he manned (general emergency or general quarters)?

25. 1f a battle emergency occurs in port during liberty hours, can the crew be called to stations without using the general announcing system? How?
26. 1f a general emergency occurs in port, will action be initiated automatically to:

a. Rig internal emergency (salt and pepper) communications lines from investigators to command control?
b. Establish visual communications with the senior officer present afloat?

c. Establish perimeter security to prevent boarding?

d. Search the ship?

e. Interact with local media?

27. Does the ship have a plan to cope with an atomic, biological. or chemical "cloud" from a nuclear accident, a small craft upwind, or a spray truck on land or pier?

28. Does the entire ship's company know what team skills each individual and team should possess in Conditions I, II, and III in order to be fully ready to fight? How do they know this? 

29. Does the commanding officer have a way of knowing what combat capabilities have been gained or lost by his battle organization from day to day?

How docs he know this? 

30. Does the commanding officer have a way of knowing what team skills have been gained or lost from day to day by each team of each section of Condition III? How about each team of the in-port emergency condition?

31. Are means available to keep the crew continuously informed of their immediate battle training goals?

How is this done? 

32. Are means available to provide the crew with day-to-day feedback on team training qualifications?

33. Does the ship have a standard way of keeping the officer in tactical command informed of residual capabilities after major battle damage?

If so. is this technique practiced in drills?

34. Is counting the number of shipboard exercises "satisfactorily completed" a reliable way of keeping track of the ship's real state of battle training?

35. If you are ordered to deploy under emergency conditions, how will you know what battle skills to emphasize in training from day one? 

36. On completion of your last regular refresher or shake-down training period, the Fleet Training Group probably recommended that future battle training be emphasized in certain areas. Was there a means to follow through, verifying that action was indeed taken and recording the results?

37. If a battle problem had been conducted during passage homeward on completion of your last deployment, would the results have shown an expert ability to fight?

3S. If a comprehensive training readiness evaluation had been conducted by a Fleet Training Group upon arrival home from your last deployment, do you think the results would have shown that battle training had improved during the deployment?

39. Can portions of the ship's company be called to general quarters stations for drill without calling all hands? What words would be passed? 

40. Does the ship know which senior petty officers on board are qualified instructors by virtue of their experience in fleet schools?

41. On completion of each battle drill, are all-hands training objectives regularly set for the next drill opportunity? If so, how are these objectives recorded and disseminated?

42. After each battle drill, are plans made to conduct the next drill?

43. Are battle drills regularly conducted during sortie and port entry?

44. Arc adequate teaching materials available (such as markerboards and projectors)?

45. Do prescribed shipboard exercises conducted during battle drills regularly simulate performance under the following battle conditions:

a. A simulated 30% random casualty count

b. A simulated massive physical disruption, with fire. flooding. and loss of communications

c. Simulated adverse environmental conditions, such as darkness, a chemical, biological, or radiological threat or attack, a storm, prolonged heat or cold, radical ship motion or attitude

Further:

a. Are post-check conditions of personnel and equipment  made? 

b. Do crewmen recover and prepare quickly for the next action?

c. Arc actions initiated to correct deficiencies?

d. Are debriefs held and lessons-learned recorded?

46. Does the ship's company understand today's maritime threat and the possibility of battle on short notice?

47. Are materials available to help the ship's company inform their families of the importance of their mission to the nation?

48. Is there a plan for censoring outgoing mail under maximum security conditions?

49. Do battle drills regularly practice transmitting sufficient information to the commanding officer to facilitate well-advised decisions about continuing the fight or abandoning the ship? (In World War II, the USS Houston (CL-81) was accused of abandoning too early; the USS Indianapolis (CA-35) of abandoning too late.)

50. When a real casualty occurs during a drill involving simulated casualties, do control personnel stick to using telephone procedures instead of resorting to announcing systems?

51. Can the crew be called to battle or in-port emergency stations without using the general announcing system

52. Are standard hand signals prescribed and practiced for use under battle conditions?                                      

53. Are means available to keep in contact with the captain when he is away from the ship and away from a telephone?

54. Can changes in a ship's ability to fight be described/communicated by means of the standard readiness reporting system?

______________________________________________________________________________

*For a discussion of "Medical Battle Bills," see Lieutenant Commander H. J. Alvis, November 1943 Proceedings, reprinted in this website.)
How to Organize for Battle Training
_____________________________________________________________________________

An inherent  obstacle to a ship's effective organization  is personnel turnover (whether caused by on-board or external reassignments)  and the adverse impacts  it can have on human performance in battle. Establishing cohesive teams and minimizing the numbers of different teams can help reduce  these  impacts as a unit to perform prescribed combat functions. Clearly, every member will not possess every needed individual skill at all times. People will be joining and leaving constantly, especially if sudden augmentation is required. Nevertheless, those who remain will be able to fill in for, and teach, newcomers who are not yet proficient. In this way, the formally designated team can comprise, in many respects, a self-training unit, able to retain its identity and many of its "corporate skills." 

Under battle conditions, strong team cohesiveness connotes a sense of togetherness and interdependency, which can allow its members to cope with severe physical and psychological trauma far more effectively than they would be able to in a casual or work group. These characteristics of the truly close-knit team can make all the difference between an expert performance and a critical mistake under stress—very likely the difference between life and death, or between victory and defeat in battle. 

In recent years, new variations of a readiness condition (for example, Condition I-antisubmarine warfare, I-antiair warfare, etc.) have been prescribed with increasing frequency. In response, new and different teams are being formed, resulting in more variations of team memberships and, hence, reduced cohesiveness within each team.

In order to strengthen the ship's organization to achieve and sustain its expert ability to fight, the following actions are recommended:

•  Define the membership of the Condition I (general quarters) Combat Teams:
  1. Review the billet assignments for the Condition 1 (general quarters) section of the ship's Battle Bill.

  2. Group all the listed stations into distinct general quarters combat teams. Give each combat team a distinct title. (Table 2 shows a list of typical team titles.) Assign each combat team a discrete computer code.

  3. Review the general quarters assignments of personnel as shown on the ship's Watch, Quarter, and Station (WQ&S) Bill. Assign each individual to one combat team. Using assigned computer codes, prepare a printed listing, showing the member names of each combat team. For each team, identify a team leader and an assistant team leader. (Table 3 shows an example of the stations comprising a typical combat team.)

Table 2 Typical Combat Teams

         (Cruiser/Destroyer)
____________________________________

Ship Control

Combat Information

Radio Communication

Visual Communication

Electronics Casualty Control

Search Radar

Aegis

Mount 51

Mount 52

Missile Launcher

Close-in Weapon System

Antisubmarine Warfare Weapons 

Engineering Control

Main Propulsion

Auxiliary Machinery

Central Damage Control

Forward Hull Damage Control

Amidship Hull Damage Control

After Hull Damage Control

Engineering Damage Control

Casualty Control

        Emergency Issue 

Table 3 Typical Ship Control Combat Team

Station  (Division)
Navigator's Assistant *  (Navigation)


Ship Control Console Operator (Navigation)
Console Operator Starboard (First)
Quartermaster of the Watch (Navigation)
Boatswain's Mate of the Watch (First)
Messenger (First)
Bridge Display (Ops Intelligence)
Talker (Damage Control Net) (Executive)
Talker (Battle Net)** (Executive)
Bearing Taker Starboard (any)
Bearing Taker Port (any)
Bearing Recorder (Navigation)
Lookout Starboard (First)
Lookout Port (Starboard)
Aft Steering Helmsman (Navigation)
Aft Steering Machinery Repairman (Auxiliaries)

Aft Steering Electrical Repairman (Electrical)
• Define the structure of the battle control organization:
  1. Identify the full set of battle systems and battle control officers.

  2. Prepare a simple chart showing the titles and names of the ship's battle systems, battle control officers, and combat team leaders. Defining basic responsibilities for battle training ensures that a clear chain of responsibility for full battle readiness exists both on- and off-station.

• Simplify readiness conditions:
  1. Reduce the number of prescribed readiness  conditions  and  condition watches to three:

  —Condition 1:  Battle action imminent

  —Condition II:  Battle action possible

  —Condition III: Battle action unlikely

  2. Establish in-port readiness conditions corresponding precisely to the above circumstances and labeled respectively Condition IP-1, IP-11, and IP-111.

  3. Review the Battle Bill billet-number allocations of personnel to each watch section of each readiness condition; use the general quarters titles of the combat teams to name corresponding watch teams: identify and code each crewmember's personal WQ&S assignment to a watch team in each readiness condition. (Note: To distribute the workload and strengthen a sense of responsibility, let the general quarters combat team leaders code the assignments of individuals to corresponding watch teams.)

  4. Prepare and post a computer-printed listing of the composition of each watch team.

As a result of these processes, each crewmember and each team leader will now be able to see easily and immediately who are the other members of his and other combat and watch teams.

•  Define the basic responsibilities of the battle control organization: Establish up-the-line overall battle readiness accountability for each battle control officer and each Condition 1 combat team leader, subject to the direction of the Condition I battle control officers, to include:

  1. Exercising control on station

  2. Defining and documenting the capabilities comprising the full battle readiness of his clement of the organization

  3. Maintaining close familiarity with the condition of assigned battle and watch station equipment and structure

  4. Maintaining close familiarity with the physical, mental. and operational capabilities of personnel assigned as members of respective combat teams and of watch teams with corresponding stations

  5. Making full and best use of available training time

  6. Keeping higher authority fully and accurately informed of the capabilities of his element in relation to the capabilities necessary for full battle readiness

  7. Exercising leadership to strengthen the states of training, cohesion, and stamina of his element

  8. Initiating actions or recommendations to achieve and sustain full battle readiness

• Prepare and issue a formal instruction instituting the battle control organization: For wording, see "Organizing Ships for Battle," July 1986 Proceedings. (Included in this website)
• Implement the battle control organization: Effective implementation of the battle control organization concept can be enhanced by explicit measures to help insure understanding and shipboard procedural consistency. Such measures may include the following:

1. Let all team members take part in selecting team training objectives.

2. During drills, teach and discuss the potential consequences of failing to win the first major battle.

3. During drills, discuss the condition of the team's equipment and areas and the corresponding watch teams' readiness.

4. Post team names, memberships, and  leadership  positions  alongside WQ&S Bills.

5. Designate assembly locations and schedule periodic assembly of personnel at quarters for muster and instruction by combat teams and by watch teams.

6. Prepare instructional materials for display on living space televisions.

7. Periodically conduct commanding officer's personnel inspections by combat teams in combat uniforms.

8. Designate titles of battle control officers and combat team leaders as primary duties on rosters listing the duties of officers and senior petty officers.

9. Include comments on performance under the battle control organization in fitness reports, performance evaluations, and recommendations for promotion and reenlistment.

10. Have team leaders accompany senior inspectors during commanding officer's material inspections.

11. Use designated team leaders and battle control officers to authorize qualifications under the PQS system.

12. Have team leaders stand up for their personnel at captain's mast.

13. Use the established titles of "battle systems" and "teams" in calling personnel to stations for drills.

14. Use Condition I to man stations for entering and leaving port (a likely standard practice in war) instead of special sea details.

15. Insofar as practicable, keep combat teams and their leadership intact in assigning personnel to operational functions such as fire, rescue and assistance, boarding and salvage, abandon ship, collision, mooring, UnRep, and man overboard.

16. Allocate shipboard credits corresponding with battle efficiency competition awards on a team basis.

17. Assign primary responsibility to battle control officers for routine evening eight o'clock reports.

18. Employ armbands and helmet insignia to identify team leaders.

19. Establish simple means of recording and communicating material deficiencies noted by team personnel.

20. Insofar as practicable, keep team membership and leadership intact for athletic, physical conditioning, and recreational activities.

21. Use the team structure to help plan training objectives and battle drills.

22. Make a practice of officially announcing achievement of Expert levels of battle readiness by any team.

23. Encourage team members to go on shore leave together.

24. Encourage supportive relationships among team personnel in dealing with personal problems, including those related to alcohol and drugs.
DEPLOYMENT BATTLE TRAINING, PART II
PROCEEDINGS  EDITOR'S NOTE: This is the second of a two-part series examining ways to strengthen shipboard battle training. Part I in the June Proceedings asked, "How Ready is Your Ship to Fight?" provided a checklist of factors affecting a warship's ability to fight, and focused on "How to Organize for Battle Training."
Chances are that there were quite a few negative checks in responses to Table I, "A Checklist of Factors Affecting a Warship's Ability to Fight," in Part I. No capabilities should have been marked positively unless they had been tried under "realistic" conditions. (A good example: shifting from Condition III to Condition I after taking a severe hit at night that disrupts structure and communications and kills or wounds people at many stations.) All capabilities in the table should have been evaluated using the standard of "expert," not just "satisfactory" or "good" or even "excellent."

The next step is to decide what skills to emphasize first, and where and how fast to go from there. For this, you need to have a complete list of all the battle functions your ship is designed to perform; and have a clear definition of each designed battle capability, including performance criteria, so that everyone on board understands it the same way. Using a simple, uniform format, such as a "qualification card" (see Figure 1), for recording the description of each battle capability  will help convey  a uniform understanding of the meaning of each capability, permit the status of qualifications to be easily updated; and enable everyone to see easily what the team and the ship can and cannot do on any given day. The principle here is similar to that of the planned maintenance system, which uses brief cards to summarize key information from voluminous documents in desks and file cabinets so that people on station can see what they are supposed to do.

KEYS TO EFFECTIVE DRILLS

Mission Skills: human capabilities to perform battle

functions under "normal" or nondisruptive conditions

Disruption Skills: human capabilities to cope effectively

with conditions of severe stress, extreme violence, and/or

attempted enemy surprise

Battle Skills: mission skills possessed in conjunction

with disruption skills

Expert Ability to Fight: possessing all battle skills at

levels of excellence as defined by commanding officers

Drill: an assembly of one or more combat or watch

teams for instruction or exercise in order to strengthen a

ship's ability to fight

Leading Combat Team: a combat team (with its team

leader) assigned responsibility for planning and supervis-

ing drills involving coordinated performance by two or

more teams

Figure 1: Typical Disruption Skills Qualification Card


Basic Disruption Skills


I*
EV
IA*
EV
III-1*
EV
III-2*
EV
III-3*
EV

Marking Factors

Manpower

All assigned personnel are present or accounted for; all are in top physical condition: morale and psychological stamina are high; leaders are qualified; succession to command defined.**

Battle Dress

Clear command policies exist with respect to what uniforms shall be worn on and off every station in every readiness condition.

Familiarity with Area

Team area specified; individual area responsibilities specified; all personnel familiar with all installed fittings, with nature and contents of all adjacent spaces, and with limits of chemical, biological, radiological envelope.

Familiarity with Equipment

All personnel familiar with condition of all team equipment and with operation of specified nearby equipments.

Setting Material Condition

Team able to set material conditions in darkness; thoroughly knowledgeable of locations and condition of all tools, fittings, and checkoff lists.

Manning and Shifting

Clear command policies exist with respect to what stations shall be manned automatically in case of sudden unexpected damage sustained in any readiness condition; team able to shift stations rapidly and efficiently under conditions of severe disruption.

Caring  for Own Wounded

All members proficient in first aid; all required first aid materials available including water; all hands qualified to handle stretchers: team knowledgeable of most likely injuries; all hands with dog tags; panoramic dental x-rays on file ashore; all hands clean and with minimal hair. including facial, in order to facilitate care of severe wounds; casualty marking materials available.

Preventing Accidents

All hands aware of local hazards and thoroughly trained in safety precautions applicable to team area.

Communicating Effectively

All hands qualified in telephone talking and familiar with emergency circuits and hand signals: messengers and recorders familiar with special symbols; damage marking material s available: personnel trained to avoid use of MC systems.

Performance with Casualties

Team able to perform with reasonable effectiveness with 30% casualties: succession of team leadership firmly established.

Using Backup Procedures

Alternative systems in good working order; emergency procedures firmly established; procedures established to coordinate with other teams nearby.

Operating in Adverse Environments

Team able to function in darkness with and without emergency lighting and under conditions of heat, cold, and storm.

Coping with Violence

Team prepared for operation under conditions of severe physical shock, fire, flooding, radiation, biological agents, or chemical contamination.

*Adjective grades; 

EV: Evaluator's initials. **Explanatory material optional


Numerical Scores




I
IA
III-!
III-2
III-3

In order to strengthen the crew's motivation and help plan training to achieve an expert ability to fight, the following actions are recommended:

• Prepare a basic disruption skills qualification card as shown in Figure 1. Battle control officers may wish to verify lists of disruption skills or make changes to suit the commanding officer's criteria for expertness.

• Create a full set of mission skill qualification cards:
  1. Secure the official list of the ship's required operational capabilities (ROCs).

  2. Break out the type commander's list of prescribed shipboard training exercises (in one Type Command, it is called the Ship's Training and Readiness (STAR) Exercise Manual. This list will constitute the foundation of the ship's set of mission skills. The STAR exercise list will fit well with the ship's list of ROCs.

  3. Open up (or obtain) your local Fleet Training Group's (FTG's) most up-to-date package of training readiness inspection criteria and exercise grading sheets. Pair these with corresponding STAR exercises. Some differences between them may call for on-board command decisions. (Up-to-date FTG criteria may be available on board through computer disks.)

4. Other criteria may be added, .such as found in inspection check-off lists, technical manuals, naval warfare publications, directives by higher authorities, the Personnel Qualification Standards system, and the commanding officer's own standards. Be sure to recheck your initial list of criteria against the official list of your ship's ROCs to make sure no critical functions are omitted. (Your ship or some of its systems may be newer than the latest update of official exercise criteria.)

Figure 2 illustrates a sample "Mission Skills Qualification Card." These cards(6 inches by 8% inches) need only list key words for each skill (shown in boldface type on Figure 1) to remind personnel of detailed criteria in official source publications. A well-prepared instructor should then be able to thoroughly explain required procedures, numerical scores, and adjective grades. Some additional details (for instance, explicit criteria applied by ATGs) may be listed on the back of the card for convenient reference.

If time permits, the task of creating qualification cards for all mission skills can be simplified by working closely with sister ships or ships with similar battle systems. Nearly all of the job needs to be done only once for each ship.

• Prepare a visual display of all qualification cards for each combat ream. If the members of each team are to have up-to-date knowledge of their progress, such information must be displayed in a highly visible format. A convenient display is also indispensable in planning future training. Figure 3 illustrates two methods of fabricating simple qualification cardholders, which are suitable for display on bulkheads in high-traffic areas, such as mess decks or the ship's library. Figure 4 shows a qualification card display.

• Determine the current status of Condition I battle skills. Using your most recent training status reports to higher commands, rethink your current team training qualifications in terms of an expert (not just a "satisfactory") ability to fight; that is, consider disruption skills in every evaluation. Mark each Condition I Qualification Card to show the team's current level of qualification as best estimated on the basis of the most recent demonstrated performance (avoid using symbols like "S" for satisfactory, "G" for good, or "0" for outstanding, which have little to do with winning in battle). Instead, use "N" to signify qualification to perform under "normal" conditions, and "E" to signify expert, or the ability to perform under disruptive conditions—the only qualification that will really count in actual combat.

• Establish Condition I battle training goals. Next, your Condition I battle control officers should take their respective qualification cards, select those most urgently needing training, and meet with their officer and senior enlisted combat team leaders. The job of selecting which training qualifications to shoot for, and when, should entail group decision making, preferably involving every member of the ship's company who must contribute to each qualification. (Note that getting all hands into this act could not be done without the qualification cards, and can be done most easily when the cards are visually displayed, precluding the headache of having to look through stacks of notebooks, manuals, directives, and inspection checkoff lists.) A battle skill that requires coordinated action by more than one team should never be marked higher than the lowest level of any involved team.                     

• Establish training goals for all high-threat readiness conditions. It is unlikely that anyone has ever decided exactly what skills should be possessed by each battle system in Condition II or III, at sea and in port. It is also unlikely that any orderly way exists to decide what each watch team is qualified to do or what each watch team's next training goals should be. Remember, some of the worst defeats in recent U. S. naval history (Pearl Harbor, Savo Island, the attack on the USS Stark  [FFG-31] in the Persian Gulf) have been suffered by ships' crews in condition watches. Nothing has changed in more than 40 years with regard to the fleet's grossly deficient methods of training shipboard watch teams and keeping track of results. The technique of planning battle training by using visually displayed qualification cards offers an ideal procedure to define goals and measure progress.

Planning and Conducting Battle Drills

________________________________________________________________________________

Recall that "ability to fight" as defined in Part I denotes a crew's ability to perform all designed battle functions under conditions of severe stress, extreme violence, and/or attempted enemy surprise. A battle skill as defined here consists of a mission skill in combination with applicable disruption skills and is normally designated by an official exercise title. A combat or watch team's expert ability to fight will depend on its ability to perform all of the designed battle functions that involve the team.

Drills should be designed to make measurable progress, despite personnel turnover and time constraints, which sometimes cause skills to be lost faster than they can be gained or regained. Progress calls for deliberate planning, as opposed to selecting drill topics at random or on impulse, and for measuring results.

Making good use of every opportunity for drill, whether expected or unexpected, is a good beginning. For example, use a high-threat readiness condition on every occasion when you would do so in war, such as when entering or leaving port (instead of setting special sea details), and when mooring or unmooring, maneuvering in channels, or replenishing at sea. Further, keep the next drill always planned in advance so that every team leader always has in mind beforehand exactly how he will use the time. And always use drill time for drilling—never for activities that could just as well be accomplished without assembling a whole team or group of teams.

When shifting stations, aim for high proficiency. A warship is at its weakest when stations are being manned or shifted, even from one watch section to another within the same readiness condition and especially at predictable times. The following drill procedures can help to reduce this vulnerability:

• Designate for each drill a starting condition, a drill condition, and a securing condition. First man the starting condition (for example, Section 2 of Condition II); then shift to a drill condition (perhaps Condition I-A for an amphibious ship);then lastly to a Securing Condition (perhaps back to Section 3 of Condition II) as a final check on stations manned.

• Walk through every shifting process at each station and think about how it could best be performed under grossly disruptive conditions (for example, when some people don't arrive at new stations, communications don't work, special clothing is found missing or damaged, or people being relieved are found wounded or apparently dead).

• Establish a set of procedures approved by the commanding officer for shifting stations. (If the ship is hit and damaged while in Condition II or III, shall Condition I stations be manned in the combat information center without further orders? If not, what will off-watch people do? In case of a general emergency in port before the whole liberty section has returned, what stations will be manned automatically to take the quickest advantage of people not in the duty section?)

• Whenever the drill call is sounded for Condition I, make it standard practice to man stations on the run.

• Practice in the dark, with and without emergency lighting. Simulate disruptive conditions, keep track of what goes wrong, learn from these lessons, and update the ship's doctrine accordingly.

A warship should always drill with whatever people are available. Never cancel a drill because certain people are required elsewhere. Let absentees simulate battle casualties. 

ILLUSTRATION IN FIGURE 3 OF ORIGINAL PRINTING SHOWS "MECHANICAL" OR METAL FRAME DEVICES FOR VISUAL DISPLAY OF QUALIFICATION CARDS. AS OF 2004, THE ORIGINAL ILLUSTRATED PROCEDURE IS OBSOLETE. SEE A14 OR A18 FOR COMPUTERIZED TECHNIQUES FOR VISUAL DISPLAYS

Make it a part of every drill to recover and prepare rapidly for anything that might happen next: the next target; the next maneuver; the next hit. Only when all preparations have been completed is the "action" part of the drill over.

Before you "secure from drill," however, assess any real damage or injuries, then act to get them fixed. Consider whether the equipment available was adequate for fighting. If not, act to recommend improvements. (For example: is the battle dress prescribed to be worn by this team in this readiness condition the very best conceivable? Is required protective clothing stowed so as to be readily accessible under emergency conditions?) Also, think about whether the spaces and materials used by the team were in good condition and properly prepared for battle. If not, make notes of what needs to be done and pass them to the right people for action. Finally, evaluate what skills were acquired and decide on the objective for the next drill opportunity and on who will plan the next drill.

Motivation to achieve is one of the most powerful human forces on earth. The strongest way to build motivation is to establish definite team goals and then to keep all hands informed of the results achieved. These are among the principal purposes of the qualification cards, the visual displays, and the strengthening of team cohesiveness.

Efforts that go into building team cohesiveness can also help to strengthen a sense of responsibility among Condition I combat teams for the condition of the equipment and the areas they man in battle (on which their lives depend) and for the condition and proficiency of people who man corresponding stations in other readiness conditions. A strong sense of team commitment means that battle station operators will often take the time and trouble on their own—for instance, during in-port duties—to monitor the condition of their battle stations and to improve their own familiarity with their combat duties. (For more discussion on the roles of team-level goal setting and feedback in strengthening motivation to achieve, see "Shipboard Training: The Team's the Thing!" by this author, October 1983 Proceedings, reproduced in this website.)

In order to strengthen the effectiveness of on-station drills and help build motivation, team leaders should take the following steps:

• Drill on the basic disruption skills until your team has them well learned. Figure 1 shows that true qualification in some of these skills requires that they be demonstrable under conditions specified by other disruption skills (for example, "manning and shifting" should be handled while "operating in adverse environments" and while "performing with casualties"). Team leaders, using their own "subjective" professional judgment, will decide when their respective teams' skills are "well learned." At any time, of course, a spot check of team qualifications can be made by the ship's battle control officers, the executive officer, the commanding officer, or so on. The most important indication of the authenticity of a grade entered on a qualification card is the name or initials of the person making the evaluation.

• Lay out a drill program for the immediate future. Recall that each drill should comprise one element of a systematic program aimed at achieving and sustaining an expert ability to fight. The simplest way to lay out a good program—one with a coherent sense of direction—is to work directly with the visual display. Team leaders should talk with their teams and arrange the qualification cards in a reasonable order. The flexibility of the visual display will make it easy to change the program as it goes along (and there will be plenty of changes).Most important: put the one qualification card that describes the next planned drill at the top of the display. Do not try to schedule a specific drill several weeks in advance; it never works.

• Achieve the first training goal. Plan |and conduct the drills necessary to achieve the battle capability selected as the team's first goal.

• Evaluate the first battle skill and update the visual display. Again, the first criterion for a declaration of "ready to proceed" is always the team leader's professional judgment, guided by that of the team's battle control officer. Keep track of progress and setbacks, setting new goals and attacking them, always keeping all of the team's members involved in the thinking and planning.

• Plan every drill thoroughly. A drill plan leader (DPL), officer or enlisted, should be named by the team leader after each drill to think through, in advance, the procedures to make the next drill productive and to see to it that all necessary preparations are made beforehand. He will ensure that the drill is effective and that drill time is not wasted on activities that could just as well be accomplished off station. When a drill or exercise requires coordinated action by two or more teams, then the cognizant battle control officers must ensure coordinated planning by DPLs from all teams concerned, guided by a DPL from the leading combat team.

A drill plan need not be a written document in any formal sense. It can be entirely in the DPL's head or scribbled in rough notes on a piece of scratch paper. In any case, it will comprise a first-class exercise in management and leadership. Following is a shotgun list of items the DPL might take into account:

1. What teams will drill together?

2. Will the drill be on station or at some instruction location?

3. Is the instruction location arranged?

4. What are the drill's objectives?

5. What skills will be exercised?

6. Who will do the teaching? What will be needed?

7. What is the starting condition? What is the drill condition? What is the securing condition?

8. What drill calls will be used to get people to stations?

9. If the drill condition is to be General Quarters or Condition II or III, what problem will be set up beforehand? Who will set it up? Is that person ready?

10. Who will observe? What materials will they need?

11. What special materials will be needed? (Examples: marker-boards, lesson plans, source documents, smoke bombs, flashlights, area markers, blindfolds, armbands, visual aids, films and projection devices, computer programs, wound  moulages,   stretchers,   stopwatches, clipboards, writing tools.)

12. What homework or other special preparations should be accomplished by team members in advance?

13. How will the officer of the deck be kept informed of the status of the drill?

14. Should the drill be noted in the plan of the day? Has this been requested?

15. What arrangements are needed to make sure any interruption of ship's work is anticipated by division officers and department heads?

Then, following the "secure from the drill" order, the DPL should: debrief the team; find out what happened and what qualifications were achieved; consult with the team leader, who marks the visual display to show the current state of team qualification; and suggest objectives for the next drill.

______________________________________________________________________________

�  As of fifteen years after this original printing (1988), descriptions of designed operational capabilities— now called elements of Objective Based Training (OBT)—are now provided to ships electronically. But onboard visibility of training objectives is still unavailable to crewmembers who do not have ready access to a computer along with ability to operate an appropriate Afloat Training Group computer disk.
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